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what is
discipline?

discipline and effective supervision

Discipline is a
system of
communication —
about expectations
and, when neces-
sary, about expected
changes in behavior

“Discipline” represents perhaps
the most difficult area of supervi-
sion. In part, this difficulty stems
from the many meanings people
place on the word itself ..

diseciepline n. [ME. < OFr. descepline
< L. disciplina < discipulus: see
DISCIPLE] 1. a branch of knowledge or
learning 2. a) training that develops
self-control, character, or orderliness
and efficiency b) strict control to en-
force obedience 3. the result of such
training or control; specif., a) self-
control or orderly conduct b) acceptance
of or submission to authority and control
4. a system of rules, as for the conduct
of members of a monastic order 5.
treatment that corrects or punishes
(Webster's New World Dictionary)

In our approach to discipline, we
will emphasize its definition as
training that develops self-

control, orderliness, and efficien-
cy. When necessary, it includes
supervisory actions that correct
employee behavior. Although a
supervisor may sometimes need
to penalize employee behavior,
that aspect of discipline must be
secondary; it should be used only
when necessary.

This guide will help you in your
job as a supervisor in a state
agency. As you read this guide,
keep in mind that preventive ac-
tion — establishing and main-
taining good “discipline” in your
unit — 1s preferable to taking
disciplinary action.

Remember, effective discipline is
more prevention than interven-
tion.

what are my
supervisory
responsibilities?

As a supervisor, you are respon-
sible for developing and main-
taining a high level of perfor-
mance in your work unit. You
are also responsible for develop-
ing and maintaining appropriate
conduct and good working rela-
tionships in your unit.

In your responsibilities as a su-
pervisor, you need to be aware of
things employees must know to
perform their jobs efficiently.

These include . . .

* the agency's policies, rules, and
regulations governing the em-
ployees' work,

* the proper kind of behavior ex-
pected of employees to estab-
lish and maintain good work-
ing relationships,

* the objectives, duties, and
tasks each employee is ex-
pected to perform.



what are my
supervisory
responsibilities?
(continued)

* what you, as the supervisor,
consider the standards of per-
formance for the job,

* knowing the scope of your au-
thority to impose or recom-
mend disciplinary action,

* how well each employee is
meeting those expected stand-
ards of performance,

* how the employees can im-
prove their performance and
working capabilities.

how do these
relate to
supervisory
practices?

It 1s essential that, with your
help, employees learn and prac-
tice constructive behavior pat-
terns in their work. Good work-
ing habits will have a “ripple ef-
fect,” influencing the behavior of
every employee in the unit.

Set reasonable work objectives for
your employees. A key point is to
set objectives that are reasonable
both to you and your employees.
Employee participation in setting
objectives can result in realistic
goals that employees are commit-
ted to achieving.

Good supervisory practice re-
quires that you keep maintain
documentation on performance
and conduct. This enables you to
justify decisions you make con-
cerning performance appraisal
and disciplinary action.

Good supervisory practice re-
quires that you be willing to
make such decisions promptly,
impartially, and with justifica-
tion. If an employee exhibits un-
acceptable conduct or perfor-
mance, intervene as soon as prac-
tical.

how should | deal
with problems?

The occurrence of a
problem does not
reflect on your ability
as a supervisor; how
you handle it does

No matter how good a supervisor
you are, problems will occasional-
ly arise in your work group. The
occurrence of a problem does not
reflect on your ability as a super-
visor; how you handle it does.

You should encourage and help
the employee to solve the problem.
Many situations that have the po-
tential to develop into chronic
problems can be resolved by the
supervisor properly communi-
cating with the employee.

If the solution to the problem
with the employee is within the
scope of your responsibility, ex-
amine the situation and try to
correct the problem. If the prob-
lem is above or beyond your au-

thority, make sure you refer it to
the proper person, such as your
supervisor or the human re-
sources officer. Make sure the
employee knows the outcome of
your discussion with the other
person.

If you supervise members of a
bargaining unit, be sure you are
familiar with the terms of the un-
ion contract before acting or rec-
ommending any action.

Often, simple courtesy, straight-
forward discussion, and “clearing
the air” can prevent minor prob-
lems from growing into grievance
actions. A later section of this
guide provides tips on conducting
meetings with employees.
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what is
progressive
discipline?

progressive discipline

Progressive discipline is a process
of applying disciplinary actions,
moving from less serious to more
serious actions based on the ini-
tial severity or on repetition of
the problem behavior.

For most conduct problems, disci-
pline begins at the first of these
actions. Any later occurrences of
the same problem by the same
employee require more serious
disciplinary action.

Some infractions — such as theft,
assault, or falsifying records —

are very serious. These problems
merit disciplinary action that be-
gins at a higher level than step
one. To determine which action
to take, you must consider . . .

e past treatment of similar
problems

* the proper kind of behavior
expected of employees to es-
tablish and maintain good
working relationships,

* the offense and its effects

¢ the relevant policy

* the circumstances

* the employee

what are the
progressive
discipline steps?

The State's discipline-handling
policy lists these actions:

Informal disciplinary actions
1. coaching
2. oral warning

Formal disciplinary actions
3. written warning

4. suspension without pay
5. disciplinary demotion
6. discharge

The policy also allows that other

disciplinary interventions may be
possible.

Management must decide which
step of the progressive discipline
process is best in a given situa-
tion. You also must determine
the specific actions to take and
the order of these actions.

Failing to follow your agency's
policies on progressive discipline
may expose the State and the
agency to legal liability.

what about
employee
assistance?

Employee assistance can be help-
ful at any stage of progressive dis-
cipline— for both employee and
supervisor. You can find more in-
formation about employee assis-

tance later in this guide. In addi-
tion, information on employee as-
sistance is available from the
Health Care and Benefits Division,
Department of Administration.
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how has the
employment
environment

changed?

critical concepts of discipline

Time was, not so long ago, em-
ployers enjoyed nearly unlimited
power to discipline and discharge
employees. Over the last several
years, however, this arbitrary
power has been limited by stat-
utes and court decisions.

Some 1important cases have dealt
with specific issues, such as dis-
crimination and workers' com-
pensation. More importantly, a
growing number of court deci-
sions have outlined the employ-
er's responsibility to show just
cause for severe disciplinary ac-

tions, such as discharge. And
most public employers, such as
the state, must afford due process
to the affected employee.

The next couple of sections ex-
plain what these concepts mean
for state supervisors.

Montana's Wrongful Discharge
from Employment Act sets out
certain rights and remedies with
respect to wrongful discharge.
You can read a description of this
law later in this guide and its full
text in the appendix.

what is just
cause?

“Just cause” means
reasonable, job-
related grounds for
taking disciplinary
action

The term “just cause” — also
called “good cause” or simply
“cause” — eludes precise defini-
tion. Courts and arbitrators have
wrestled with the term, trying to
pin a workable meaning on it.

In 1987, the Montana Legislature
passed the Wrongful Discharge
from Employment Act. For the
purposes of the law, it defines
“good cause”:

.. reasonable job-related grounds for
dismissal based on a failure to satis-
factorily perform job duties, disrup-
tion of the employer's operation, or
other legitimate business reason.
The legal use of a lawful product by
an individual off the employer's
premises during nonworking hours is
not a legitimate business reason, un-
less the employer acts within the
provisions of 39-2-313(3) or (4).

For our purposes, the state's dis-
cipline-handling rules define “just
cause”:

.. reasonable, job-related grounds for
taking a disciplinary action based on
failure to satisfactorily perform job du-
ties, or disruption of agency opera-
tions.

the definition continues ...

Just cause may include, but is not lim-
ited to: an actual violation of an estab-
lished agency standard, procedure, le-
gitimate order, policy, or labor agree-
ment; failure to meet applicable pro-
fessional standards; criminal miscon-
duct; wrongful discrimination; delib-
erate misconduct; negligence; deliber-
ately providing false information on
an employment application; willful
damage to public or private property;
workplace violence or intimidation;
harassment; unprofessional or inap-
propriate behavior; or a series of lesser
violations.



what is just

cause?
(continued)

Essentially, to show
just cause,
management must

1) show that the
employee violated a
specific policy, rule,

performance
requirement, or
standard of
employment

and

2) show that the
employee knew
about the policy,
rule, performance
requirement, or
standard of
employment

The key words in this definition
are reasonable and job-related.
As you consider whether to take
disciplinary action, you need to
consider a number of factors to
determine if just cause 1s present.
The following seven questions can
help you determine whether
you've established just cause.

1. Did the employee's alleged be-
havior violate a specific work

rule, policy, or managerial or-
der?

2. Did the employer give the em-
ployee forewarning of the pos-
sible or probable consequences
of the employee's conduct?

* written policies
* orientation and training
* verbal and written warnings

3. Was the rule or managerial or-
der that the employee violated
reasonably related to the order-
ly, safe, and efficient operation
of the agency?

4. Did management, before ad-
ministering discipline to an
employee, make an effort to
discover whether the employee
did, in fact, violate a rule or or-
der?

* The investigation should nor-
mally occur prior to any disci-
plinary decision.

5. Was the investigation conduct-
ed fairly and objectively?

* The employer must make a
reasonable, “good faith” effort
to discover all the facts about a
given case.

* You're not required to provide
evidence that is “beyond a rea-
sonable doubt,” but it must be
reasonable and clear.

6. Has the employer applied its
rules, orders, and penalties
even-handedly and without
discrimination among all em-
ployees?

e If not, the apparent or real dis-
crimination may result in the
overturning or modification of a
disciplinary action.

* If the employer has been lax in
enforcing rules and policies and
decides to “get tough,” it should
notify employees beforehand of
its intent to enforce all rules
and policies as written.

7. Was the degree of discipline
administered in a particular
case reasonably related to a)
the seriousness of the employ-
ee's offense, and b) the em-
ployee's record of service?

* A trivial offense does not merit
harsh discipline unless the em-
ployee has committed the same
offense a number of times in
the past.

* Management should refer to
the employee's “record of ser-
vice” only to determine the se-
verity of discipline.

e If two or more employees com-
mit the same offense, their re-
spective records provide the on-
ly proper basis for “discriminat-
ing” between them in adminis-
tering discipline.

Keep in mind that the state's dis-
cipline-handling rules require
management to have just cause
for taking any formal disciplinary
action.



what is due
process?

The state’s grievance
procedure — properly
followed - satisfies
the due process
requirement, except
in cases where

due process is nec-
essary before disci-
plinary decisions

The opportunity to
grieve a formal dis-
ciplinary action does
not apply when the
action is a written
warning

Be aware of any
grievance procedure
that’s included in an
applicable collective

bargaining
agreement

The U.S. Constitution (Four-
teenth Amendment) and the
Montana Constitution (Article II,
Section 17) state that the gov-
ernment shall not deprive a per-
son of property or liberty without
due process of law. Statutes or
administrative rules may give
public employees a “property in-
terest” in continuing their em-
ployment with an agency.

If a public employee has a “prop-
erty interest” in his or her posi-
tion, the agency may not deprive
the employee of that interest
(that is, impose an economic det-
riment) without “due process of
law.” The governmental agency
must determine what process is
“due” in a given case.

In general, due process requires
that the employee receive notice
of and an opportunity to respond
to formal disciplinary action.
Under the state's discipline-
handling rules (ARM 2.21.6507),
this requirement means ...

... an employee:

1. is informed of the action being tak-
en and the reason for the action; and
2. has the opportunity to respond.

To ensure that due process is
provided, the state's rules require
that formal disciplinary action in-
clude written notification to the
employee.

Critical elements of this notice

include:

1. the just cause (reasons) for the
disciplinary action,

2. a description of the disciplinary
action, including dates and du-
ration, if applicable,

3. the improvements or correc-
tions expected of the employee,
if applicable,

4. consequences (further disci-
pline) if the employee fails to
1mprove or correct behavior, if
applicable, and

5. the employee's right to re-
spond, either orally or in writ-
ing.

Management must present the
written notice to the employee for
his or her review. If the employee
chooses not to sign the notice, you
may note that fact on the notice.
You might have a witness to the
refusal sign the notice in the
presence of you and the employee.
Preferably, the witness will be an
agency human resources officer
or your boss.

Any written response by the em-
ployee must be attached to the
notice and included in the em-
ployee's personnel file. The em-
ployee may also grieve certain
formal disciplinary actions.

what about due
process rights
before discipline?

The state's discipline-handling
policy requires that an employee
facing formal disciplinary action
receive written notice and an op-
portunity to respond. The state's
grievance policy also provides the
opportunity for a hearing after
discharge.

Court cases have affected due
process rights for permanent
state employees facing discharge.

In particular, the U.S. Supreme
Court decided Loudermill v.
Cleveland Board of Education in
March 1985. This case yielded
guidelines for a hearing before a
possible discharge.

In October 1994, the Montana
Supreme Court decided Boreen v.
Christensen. The Court held that
the state's discipline policy cre-
ates a property interest for per-



what about due
process rights

before discipline?
(continued)

A neutral third party
may hear the
employee’s side of
the story and inves-
tigate the situation
before the decision
IS made whether to
suspend, demote, or
discharge the
employee

manent state employees. This

property interest gives rise to the

right of due process before decid-
ing on discipline that could have
an economic impact on the em-
ployee (such as demotion, sus-

A due process
meeting prior to
discipline is
informal —there is
no requirement to
introduce evidence
or to examine
witnesses

pension without pay, or dis-
charge).

Under the impact of these cases,
you should consider the following
suggestions that would satisfy
the need for a “due-process meet-
ing” or “Loudermill hearing.”

Never fire an employee “on-
the-spot.” Allow a “cooling-off”
period before making a deci-
sion on discharge. If it is vital
to remove the employee from
the work situation, place the
employee on administrative
leave, pending the outcome.

A due-process review may take
place to determine if there are
reasonable grounds to believe
the allegations against the em-
ployee are true and that the ev-
idence supports the discipli-
nary decision.

The person conducting the re-
view should be someone who
has not been involved in rec-
ommending the employee' dis-
charge. Preferably, the person
would not be within the line of
supervision above the employee.

The review should contain the
following steps:

a. Notice to the employee of the alle-
gations supporting the recom-
mended discharge action;

b. Notice to the employee of the sub-
stance of relevant evidence sup-
porting the allegations;

¢. A meeting between the employee
and the reviewer. The reviewer
presents the information to the
employee and hears the employ-
ee's response. The meeting is
usually not a full evidentiary hear-

ing; an informal process works.
As an alternative, the employee
may submit a written response to
the information.

* To be effective, the person con-

ducting the review should be
well versed in the legal princi-
ples governing employee disci-
pline, as well as the state's
human resource policies and
practices.

The due-process review or
hearing need not resolve defi-
nitely the issue of discipline;
the review is an initial check
against mistaken decisions. Its
purpose 1s to determine if there
are reasonable grounds to be-
lieve that the charges against
the employee are true and sup-
port the proposed discipline.

Remember that “Weingarten
rights” apply for union employ-
ees. See the section starting on
page 26.

Thorough due process requires
good documentation:

a. Date and time of the meeting,
names of those attending;

b. List of the allegations about the
employee’s conduct or perfor-
mance;

c. The employee’s response, along
with any other discussion;

d. Any evidence presented by the

employee in the meeting;

Review of relevant policies;

Information, if available, on how

the agency has addressed similar

issues in the past;

g. A review of the employee’s history,
if not already in the investigation
report.

e

Finally, a due-process review
does not replace the opportuni-
ty for a full hearing after disci-
pline, as provided by the state
grievance policy or by collective
bargaining agreement.



what does an
investigation
involve?

A fair and balanced
disciplinary process
requires thorough
information
—developed
through fair and
balanced
investigation

Serious allegations about an em-
ployee’s conduct or performance
require serious consideration. As
a supervisor, you may be part of
investigating the allegations.

Management decides case-by-case
on the appropriate level and ex-
tent of an investigation. It can
range from the supervisor asking
the employee a few questions to
bringing in an outside investiga-
tor to review documents and con-
duct interviews.

Whatever the level, investigation
requires a careful balance of
gathering information and pre-
serving confidentiality.

Because of the sensitive nature of
an investigation, you should al-
ways consult with your Human
Resources office before trying to
gather any information. This will
help to safeguard employees’
rights related to

e union representation
(Weingarten rights)

e self-incrimination, when
the employee’s conduct in-

volves possible criminal ac-
tivity (Garrity rights)

e privacy and freedom from
unreasonable searches
free speech and association
due process.

For example, if the employee’s
conduct involves possible crimi-
nal activity, Human Resources
will know how and when to get
law enforcement involved. It’s al-
so important to consult HR if an
employee is arrested off-the-job
on charges unrelated to work.

The State’s rules on Employee
Records Management (ARM
2.21.6612) exclude investigation
reports. These are separate from
individual personnel files and
may, in some cases, be subject to
public release. As a result, all
documents related to an investi-
gation need careful management.

In short, the sensitive nature of
investigations and related docu-
ments require each supervisor to
proceed carefully and in close co-
operation with Human Resources.

what about
documentation?

We have said that the effective-
ness of discipline hinges on the
quality of the supervisor's inter-
actions with an employee. Of
equal importance is the supervi-
sor's attention to documenting
the facts related to performance,
conduct, and communication
about these areas.

Keep in mind the often-quoted
saying: Ifit isn't written down,
it didn't happen. Without ade-
quate documentation, manage-
ment is virtually powerless to
resolve a long-term disciplinary
problem.

what are informal
documents?

Like disciplinary actions, docu-
mentation falls into two catego-
ries: informal and formal. In-
formal documents are those kept
by the supervisor prior to any
written disciplinary notice to the

employee. The most common —
and most important — among in-
formal documents are the super-
visor's notes. These notes may
take the form of a journal, log, or
calendar.



A good supervisor makes notes at
the time a problem occurs — sort
of a running account of an em-
ployee's conduct and what the
supervisor had done about it. Of
equal importance with recording
the notes is making sure that you
discuss the issues with the em-
ployee. You should not document
anything that you have not dis-
cussed or will not discuss with
the employee.

When recording information in
your journal or log, restrict your
entries to important facts about
the discipline problem. These
should include . . .

* dates, times, and places of the
events or incidents in question.

* names of other persons in-
volved in the incident, either as
witnesses or participants.

* a specific, objective description
of the employee's behavior —
state facts, not conclusions or
conjecture.

e a summary of your discussions
with the employee, including
what the employee said in de-
fense of his or her behavior.

Other informal documents in-
clude any materials that provide
evidence of the problem behavior.
Some examples are ...

e complaints from other units,
agencies, or members of the
public — e-mail, letters, memos.

e written and signed statements
from witnesses to the employ-
ee's conduct.

* examples of the employee's
work, if related to the behavior
1n question.

* business records, such as time
records, travel vouchers, work
logs, equipment releases, and
so on, if they are related to the
behavior in question.

* copies of memos or e-mail from
supervisor to the employee that
outline the results of informal
disciplinary action.

Be aware that even informal doc-
umentation may become evidence
in a hearing. Always stick to the
facts and avoid subjective ac-
counts.

what are formal
documents?

If it isn’t written
down, it didn’t
happen

Formal documents are those with
the employee's signature on
them. Many formal documents
are entered into the employee's
personnel file, with the original
given to the employee. Often,
formal documents represent noti-
fication of formal disciplinary ac-
tion.

Other formal documents might

include ...

e forms that show the employee
has been informed of pertinent
rules and policies,

* completed performance ap-
praisals, if poor performance is
the reason for disciplinary ac-
tion.

Formal disciplinary documenta-

tion carries some requirements ...

* the employee must review the
document and receive a copy,

* the employee may sign the
document (or the supervisor
notes if the employee declines
to) before the document is
placed in the employee's per-
sonnel file,



what are formal

documents?
(continued)

Discipline is only as
good as the informal
documentation that

supports it

* the employee has the right to
respond to the document, ei-
ther verbally, in writing, or
both. Any written response
must go in the personnel file
with the document.

Before presenting a formal docu-
ment to the employee, the super-
visor must make sure the docu-
ment contains absolutely no er-
rors. Typos, misspellings, gram-
matical errors, and transposed
numbers may seem minor, but

they can erode your credibility
and provide the basis for an em-
ployee to challenge a disciplinary
action.

It 1s also a good 1dea to present
the document for review by your
supervisor or your human re-
sources officer, or both. They can
double-check to see that the no-
tice meets agency requirements.
They can also provide additional
proof-reading to prevent the types
of errors mentioned.

how do informal
documents relate
to formal
documents?

Formal documentation becomes
management's record of discipli-
nary action. If an employee chal-
lenges a disciplinary action, this
record provides the main element
of management's defense — in a
grievance, arbitration hearing, or
lawsuit.

Informal documentation lays the
foundation for formal documenta-
tion. In writing a formal docu-
ment, the supervisor refers to the
informal documentation for the
necessary information. The in-
formation the supervisor has
gathered thus becomes a part of
the record.

example of supervisory journal entries ...

6/6/13 telephone usage

7/7/13 absence without
notice

8/14/13 clothing

Discussed with Josh Benue at 11:30 a.m. today the issue of tele-
phone usage. At issue were long-distance calls on his phone
printout that appeared personal. He admitted they had been per-
sonal calls. I explained the policy on phone usage — it prohibits
personal, long-distance calls on the state billing system. He said
he understood. 1 told him the discussion today was an oral warn-

ing.

Josh Benue was absent from work yesterday, 7/6, without prior
approval. I received no notification at all yesterday. This morning
when he came in, Josh explained that he had stayed home ill. 1
reminded him of the requirements for leave:' he must call me if he
1s taking leave without prior approval. I provided coaching on the
ISSue.

Josh Benue arrived at work this morning wearing a yellow tank-
top shirt, denim knee-length shorts, and sandals. I directed him to
go home and change into clothing that complies with the expecta-
tions on record-: polo or sports shirt with sleeves, full-length pants,
and closed-toed shoes, including socks. He returned at 940, wear-
ing tan khakis, a blue polo shirt, and sneakers with socks.
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a note about
confidentiality

Disciplinary action
involves the
employee’s right of
privacy

Montana's constitution and key
statutes guarantee public access
to government records and meet-
ings. However, the constitution
limits the “right to know” when
“the demands of individual priva-
cy clearly exceed the merits of
public disclosure” (Article II, Sec-
tion 9). Disciplinary action is an
area of individual privacy.

Because disciplinary action is a
matter of the affected employee's
individual privacy, the state has
an obligation to protect that pri-
vacy. As a supervisor, you are re-
sponsible for upholding that obli-
gation. This obligation extends to
disciplinary records, disciplinary
conferences with the employee,
and oral information about the
situation.

You have an important role in
protecting employees' privacy.
Make sure that all disciplinary
documentation remains confiden-
tial. This includes your supervi-
sory notes, investigation reports,
and disciplinary letters to the
employee.

Hold all disciplinary conferences
in private; the only people pre-
sent should be you, the employee,
and other people who have a need
or right to know of the situation.
Such people might be a union
representative, your boss or other
manager in the chain of com-
mand, and possibly a human re-
sources officer or specialist in
your agency.

The same goes for discussing dis-
ciplinary action. You should dis-
cuss the matter only with those

11

who have a need or right to know.
Once again, that group might in-
clude the union representative,
your boss or other manager in the
chain of command, and the hu-
man resources officer or specialist
In your agency.

Beyond that, keep quiet. You
shouldn't discuss the disciplinary
action in connection with employ-
ee's name with anyone, whether
inside or outside your agency.
You may mention the fact that a
disciplinary action has taken
place, but that's all.

The need for confidentiality ap-
plies to peers, friends, and rela-
tives. In dealing with the some-
times frustrating aspects of disci-
pline, you may be tempted to
“vent” with someone you trust.
However, unless that person has
the need or right to know, your
venting could be a serious breach
of confidentiality.

Finally, in some situations, the
merits of public disclosure may
exceed the demands of individual
privacy. Under such circum-
stances, your agency may have to
release the name of an employee
and the disciplinary action that
took place.

The decision to do so properly be-
longs to the director or other ex-
ecutive manager, after getting
advice from the human resources
officer and an attorney. You
might be asked to provide infor-
mation that will help make the
decision, but you shouldn't decide
on your own to release such sen-
sitive information.
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why use informal
disciplinary
actions?

These sections
contain examples
of infractions that

may merit informal
disciplinary action.

The action you
decide to take will

depend on the
circumstances of
each situation

informal disciplinary actions

Most conduct or performance
problems are minor in degree.
This doesn't mean that they are
unimportant, but that they do not
initially merit formal disciplinary
action. They are, in fact, im-
portant to you, and the sooner
you deal with them appropriately,
the less likelihood they will de-
velop into major problems.

By dealing with minor problems
informally, you help to maintain
a good working relationship with
the employee. You can prevent
the employee's resentment or an-
ger that might accompany
“harsh” actions that don't fit a
minor problem.

Whether you consider a problem

“minor” will depend on at least
three considerations: the infrac-
tion by the employee, its effect on
the unit's operations, and past
practice in dealing with similar
infractions. Minor infractions
may include ...

* a routine performance error

e tardiness

* leaving the workplace without
permission

* inappropriate use of work time

* rudeness to the public or to
coworkers

* inappropriate use of state
equipment

* smoking in an unauthorized
area

* ...and soon

coaching

Get the employee’s
agreement that a
problem exists

Coaching is a constructive, in-
formal step taken to improve un-
satisfactory employee behavior.
The key part of the process is
usually an meeting in which the
supervisor and employee agree on
the nature of the problem and the
necessary steps to correct it.

The success of coaching hinges on
two factors: 1) conducting it in a
positive, non-threatening man-
ner, and 2) obtaining the employ-
ee's agreement that a problem ex-
ists and that he or she is respon-
sible for his or her behavior.

The following Seven-Step Coach-
ing Model provides a helpful
guide for informally counseling
an employee on a conduct or per-
formance problem.

1. State your purpose — get to
the point.

2. Describe the problem in specif-
1ic, behavioral terms.

3. Listen! Invite the employee's
self-evaluation and try to un-
derstand.



coaching
(continued)

4. Agree on the cause or causes of
the problem.

5. Ask for suggestions from the
employee. Mutually develop a
plan to correct the problem.

6. Have the employee sum up the
discussion and the solution.

7. Set a follow-up meeting, if ap-
propriate, to review progress
and change in the employee's
behavior.

At the completion of such an in-
terview, document it in your
notes. Record the employee's
name, date and time of the inter-
view, the problem, and the agreed
solution. Also note the date and
time of any planned follow-up.

You can use the coaching form
(see appendix) to document this
action. If you use it, the employ-
ee must receive a copy of the
plan.

oral warning

Even with an
informal disciplinary
action, make it clear
to the employee that

itis astep in the
disciplinary process

If coaching fails to produce need-
ed improvement, or if the infrac-
tion warrants starting progres-
sive discipline at a more serious
step, consider giving an oral
warning. Another way of describ-
ing this step 1s “first reminder.”

Within progressive discipline, an
oral warning should take place
1mmediately if a problem recurs
— that is, a problem you've al-
ready addressed in coaching.

If you are considering issuing an
oral warning as the first action
you take, consider these factors:
the infraction by the employee,
its impact on the unit's opera-
tions, and past practice in dealing
with similar problems.

Some problems that may warrant
an oral warning as a first step in-
clude. ..

* minor safety violations

* first misuse of sick leave

* absence without notification

* receiving a traffic citation
while using a state vehicle

* inappropriate use of the state's
e-mail system
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e ...and soon.

When issuing an oral warning,
you should make it clear to the
employee that it is a disciplinary
action. For example, you might
say, “This is an oral warning. It
1s a step in the progressive disci-
pline process.” Such a statement
reduces the opportunity for an
employee to protest a subsequent,
more severe disciplinary action
by claiming that there were no
previous warnings.

It is important for you to main-
tain informal documentation of
an oral warning, including the
employee's name, the date and
time, and the infraction. An ap-
propriate place for this documen-
tation is in your supervisory
journal or log.

You can also summarize the ac-
tion in a memo to the employee.
Put the memo on paper, not in e-
mail. It reinforces the im-
portance of correcting the prob-
lem and provides additional doc-
umentation. This documentation
remains informal.
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what are formal
disciplinary
actions?

These sections
contain examples
of infractions that
may merit formal

disciplinary action.
The action you take
will depend on the
circumstances of
each situation

formal disciplinary actions

Formal disciplinary actions are
management procedures designed
to correct employee conduct. In
general, you use them when in-
formal measures have failed to
produce the desired change in
behavior. However, some serious
infractions may warrant formal
discipline on the first occurrence.

In order of severity, formal disci-
plinary actions include ...

* written warning

* suspension without pay
e disciplinary demotion

e discharge

Any formal disciplinary action
requires written notice to the
employee. The section on due

process 1n this guide describes in
detail what the notice must con-
tain. Each of the sections that
follow includes one or more ex-
amples of written notice.

Whenever possible, a meeting be-
tween the supervisor and the em-
ployee should be part of any dis-
ciplinary action. Such a meeting
has two purposes: 1) it com-
municates to the employee how
serious the situation is, and 2) it
provides an opportunity to an-
swer any questions the employee
may have.

A later section in this guide con-
tains some pointers for conduct-
ing effective meetings with em-
ployees.

written warning

A written warning is a step in
progressive discipline and the
first among formal disciplinary
actions. Its notifies an employee
of unsatisfactory performance or
conduct. It also communicates
improvement you expect from the
employee. Another way of de-
scribing this step is “formal re-
minder.”

As the name implies, a written
warning informs the employee of
the consequences, should he or
she fail to improve or correct the
behavior in question.
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When an oral warning fails to
produce the desired changes in
employee behavior, the supervi-
sor should issue a written warn-
ing. However, some infractions
may warrant a written warning
on the first occurrence. Examples
of such infractions may include ...

» gsafety violations that pose an
imminent threat of injury

* Inappropriate use of internet

 assault (no physical contact or
weapon) on a co-worker

continued on page 16



the just cause

documentation
(exact dates, times,
previous discipline,
etc.)

statement of
discipline

how to correct

notice of rights

employee assistance
reminder

employee may sign

example of a written warning

Subject: Warning for Absence Without Approved Leave
Date: May 20, 2013
Dear Mr. Doe:

On May 18, 2013, in my office, I discussed with you an unauthorized
three-day absence. You were absent on May 11, 12, and 13, 2013,
without permission or adequate justification. You have been informed
that if you are ill, or if an emergency prevents you from reporting to
work, you must call me before 8:30 a.m. on the day of your absence.
With this occurrence, you did not call me until 10:15 a.m. on Friday,
May 14.

You received an oral warning on March 5, 2013, about taking time off
without my approval in advance. At that time, I told you that you
must have approval three days in advance of the absence, except in
situations of illness or emergency described above.

I am hereby formally warning you that future unauthorized absence
may result in additional disciplinary action, up to and possibly includ-
ing discharge. A copy of this letter will be placed in your personnel
file.

You will correct this problem by following the procedures stated in
paragraphs 1 and 2 of this letter.

You may provide a written response to this warning. [Ifthe employee
1s in a collective bargaining unit, explain whether the action is grieva-
ble under the union contract./

The Employee Assistance Program, offered by, is available to you. If

you wish to use the service for any reason, contact the Health Care and
Benefits Division.

Sincerely,

Gene Jackson, Bureau Chief

(Your signature acknowledges that you have had the chance to review
and comment on this notice — not that you necessarily agree with it.)

Employee's signature date

15



written warning
(continued)

¢ insubordination
e ... and soon

A written warning must include
the same elements as all other
written disciplinary notices:

1. the just cause,

2. the disciplinary action,

3. the consequences of failure to
1mprove or correct behavior,

4. notice of right to respond, and

5. space for the employee's signa-
ture

The example on the previous
page shows the written warning

as a letter to the employee. You
may also use the Written Warn-
ing form (see appendix). If you
complete that form accurately,
you fulfill all the necessary re-
quirements for a written warn-
ing. You can get the form from
your human resources officer.

In the example here — and all the
other examples of formal discipli-
nary notices in this section — the
far left column provides labels for
the elements of the notice. These
labels help explain the document;
they wouldn’t be part of an actual
notice to the employee.

suspension
without pay

You should verbally
suspend an
employee only when
you think it is
necessary to remove
the employee from
the work setting

A suspension without pay is an
unpaid leave of absence ordered
by management. It requires the
employee to remain off the job for
a specified period of time.

Imposing a suspension without
pay represents a formal action
taken against the employee's be-
havior. Because the action is
formal, the supervisor must show
just cause, due process, and ade-
quate documentation.

Suspension without pay is a seri-
ous step in progressive discipline.
If a written warning fails to pro-
duce the desired change in behav-
ior, the agency may impose a
suspension.

However, some infractions may

warrant a suspension on the first

occurrence. Examples of infrac-

tions may include ...

e false or defamatory public
statements about an employee
or the agency
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e divulging confidential agency
information

* sexual harassment

* physical fighting on the job

* gross insubordination

* ...and so on.

Imposing a suspension may take
one of two forms:

1. a written suspension issued to
the employee in a disciplinary
meeting, or

2. a verbal suspension issued to
the employee at the time of
the infraction (followed by
written notice).

You should verbally suspend an
employee only when the situation
demands it — that is, when you
think it is necessary to remove
the employee immediately from
the work environment. Such ne-
cessity may arise from a fight,
gross insubordination, or some
other situation where a “cooling
off” period is desirable.

continued on page 18



exempt
employees and
suspension
without pay

Changes in federal
regulations allow
suspending an ex-
empt employee for
less than one week.

The State has
amended its policy
to be in line with fed-
eral regulations

Over the last few years, the rules have changed on suspending em-
ployees who are exempt under the Fair Labor Standards Act.

You may suspend an “exempt employee” for less than a full work-
week. That means the suspension could run for one to four days
without imperiling the employee’s exempt status.

An exempt employee is a “salaried employee” who earns hour-for-
hour compensatory time for extra time worked. A nonexempt em-
ployee is an “hourly employee” who earns time-and-a-half overtime
pay or compensatory time.

Changes in the rules benefit managers when deciding on an appro-
priate disciplinary measure. A five-day suspension without pay may
be too harsh. A two-day suspension may be an appropriate conse-
quence. Managers now have the freedom to decide on length of sus-
pension without fearing loss of exempt status for the employee.

administrative
leave

(sometimes called
suspension
with pay)

Administrative leave is not a disciplinary action. It's a tool that al-
lows managers to conduct a thorough and orderly investigation. The
Iinvestigation may result in a disciplinary action, but that action is
separate from the administrative leave. A term people sometimes
use for this process is “suspension with pay.”

By giving the employee normal pay and benefits, management pre-
vents undue harm to the employee. It's a small price to pay to en-
sure a fair and orderly process.

Administrative leave can serve any of several purposes:
e preserving evidence
e interviewing others without interference or intimidation
e a “cooling off” period when the conduct has been threatening
or disruptive
e protecting clients or other employees from harm

During an administrative leave, the employee is still “on duty” dur-
ing his or her regular shift. The employee needs to be available to
the agency, mostly for interviews and other activities associated with
the investigation.

Work closely with management and the Human Resources Office to
use administrative leave. This includes providing proper notice in
writing to the employee about the nature and reason for the leave.
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suspension
without pay
(continued)

When verbally suspending an
employee, make the action clear:
“You are suspended without pay
and are to leave work immediate-
ly.” A written notice of suspen-
sion must follow as soon as possi-
ble.

Your investigation after a verbal
suspension may reveal facts that
exonerate the employee or miti-
gate the discipline. In such a
case, the suspension ends, and
the employee receives pay and
benefits for the time away from
the job.

Another possibility is to suspend
the employee with pay, pending
Investigation. See the section on
administrative leave, page 17.

In all cases of suspension without
pay, the written notice must in-
clude the same elements as all
other written disciplinary notices:

1. the just cause,

2. the disciplinary action,

3. the consequences of failure,

4. notice of grievance rights, and

5. space for the employee's signa-
ture.

An employee who is suspended
without pay may not use any ac-
crued leave or compensatory time
during the suspension. Holiday
pay takes place in accordance
with the rule on holidays.

The duration of the suspension
might interrupt the state's share
of benefit contributions for the
employee. Consult with your
human resources officer about the
effect on benefits before drafting
the suspension notice.

Employees exempt under fair la-
bor standards are also subject to
suspension without pay. See the
section on this topic on page 17.

The following page illustrates the
written notification of suspension
without pay. The far left column
provides labels for the elements
of the notice. These labels help
explain the document; they
wouldn’t be part of an actual no-
tice to the employee.

disciplinary
demotion

A disciplinary demotion is a for-
mal action involving reassign-
ment of an employee. The em-
ployee is removed from his or her
current position and put in a po-
sition with reduced responsibili-
ties. A demotion may result in
reduced pay.

Disciplinary demotion is most
commonly used as a way of re-
solving a chronic performance
problem. It is seldom applied to a
conduct problem.

As with other formal disciplinary
actions, imposing a demotion re-
quires written notice to the em-
ployee, containing all the ele-
ments previously discussed. You

must work closely with your
agency human resources officer to
accomplish a disciplinary demo-
tion. Because the action also may
affect the employee’s salary, it
must be administered carefully
Your human resources officer can
discuss the process with you.

Page 20 shows the written notifi-
cation of disciplinary demotion.
The far left column provides la-
bels for the elements of the no-
tice. These labels help explain
the document; they wouldn’t be
part of an actual notice to the
employee.



statement of
discipline

the just cause and
documentation
(exact date, time,
description of
behavior)

how to correct

consequence of
failure to correct

notice of rights

employee assistance
reminder

employee may sign

example of a suspension without pay notice

Subject: Suspension Without Pay
Date: March 19, 2013

Dear Mr. Wilson:

This letter is to inform you that you are suspended without pay for the
dates March 22 and March 23, 2013. Your suspension begins at 8 a.m.,
March 22, and ends at 5 p.m., March 23. You will report back to work
at 8 a.m. on Wednesday, March 24, 2013.

This disciplinary action is based on an incident on March 18, 2013, at
3:20 p.m., in which three witnesses saw you involved in an argument
with Dave Sloan. During the incident, you used profane and abusive
language toward Sloan and shoved Sloan. Verbal and physical assault
of this nature is totally unacceptable in the work place.

If, in the future, you have problems or disagreements with your fellow
employees at work, you will bring the problem directly to me to resolve.
You are prohibited from any use of abusive or profane language and
from any physical abuse of coworkers. Any further incident of this na-
ture may result in discharge from this agency.

You may provide a written response to this notice. You may also file a
grievance in accordance with ARM 2.21.8010 et seq. [The rules apply
to non-union employees. If the employee is in a collective bargaining
unit, cite the grievance section in the union contract./

The Employee Assistance Program, offered by, is available to you. If

you wish to use the service for any reason, contact the Health Care and
Benefits Division.

Sincerely,

Fred Smith
Division Administrator

(Your signature acknowledges that you have had the chance to review
and comment on this notice — not that you necessarily agree with it.)

Employee's signature date
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the just cause and
documentation
(exact date, time,
description of
behavior)

consequence of
failure to correct

statement of
discipline

notice of rights

employee assistance
reminder

employee may sign

example of a disciplinary demotion notice

Subject: Disciplinary Demotion
Date: July 22, 2013
Dear Ms. Jacobson:

On July 17, 2013, four of your co-workers and your supervisor witnessed
you yelling at a client and threatening to “take him out in the parking
lot and kick his ass.” This is a serious breach of the agency’s policy
against violence in the workplace. The policy prohibits using abusive or
physically threatening language with our clients or your co-workers.

You have previously been warned about this type of behavior. On July
15, 2013, three co-workers reported hearing you “yell” profane language
at a client at the customer service counter. At that time, I gave you a
written warning that the agency would